The Quick Guide to
Earned Value Management in WorkLenz,
Version 2

Note: This is version 2 of this document. The WorkLenz EVM
methodology was changed in March 2005. This version of the
document reflects this methodology change.

Introduction

The purpose of this brief guide is to provide the simplest and easiest mechanism for
creating and maintaining earned value management (EVM) data in WorkLenz. This
document assumes that:
e The investment/project has only one licensed WorkLenz user and this user has a
WorkLenz account;
. Thellicensed user has had WorkLenz training and can use WorkLenz reasonably
well™;
e The investment/project manager already has some type of project plan set up in
WorkLenz;
e This is a project with only three levels: project, phase, and task. No “nested
phases” have been created;
e The investment/project has a task-level project budget;
e The project manager can estimate the percent complete for each of the project
tasks on an ongoing basis;
e All FTE/staff costs will be entered as expenses (not in the hourly timesheet); and
e The WorkLenz user can record actual costs as they are paid (“cash basis”) or as
the expenses are incurred (“accrual basis”).

Prerequisites for Computing EVM

Before computing EVM measurements the following key elements are required:
e A project plan,
e Schedule and completion data, and
¢ Budget and cost data.

If you do not have this information, use the table below for guidance on how to get this
into WorkLenz:

1 If you have had the WorkLenz training, but have not used it in a while you may want to review the WorkLenz
training guide at http://www.ocio.usda.gov/cpic/doc/lUSDA WorkLenz4.7User_Instruction _Manual.pdf
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If you need to

enter in Then ...
WorkLenz . ..
A Project Plan Either

1. Create a project plan with Phases and Tasks per the guidance in
this document,

Or

2. Enter into WorkLenz your existing project plan that resides in
another tool. Very detailed plans should be summarized before
entering into WorkLenz. (For assistance, please call Metier at (202)
965-9500 or toll free at (877) 965-9501.)

Schedule and
Completion Data

Once you have Phases and Tasks identified, follow the guidance in
this document to create your initial data for these elements (see

page 3)

Budget and Cost
Data

Once you have Phases and Tasks identified, follow the guidance in
this document to create your initial data for these elements (see

page 4)

Editing the Project Plan

To start, locate your investment/project in the WorkLenz hierarchy. If you want to, edit

the project-level project data (see the screen shot below). In the “Edit Project” screen,

you only have to fill out the items in bold. You can leave the other items blank. “Save”
this screen when you are done.
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tems in Bold are reguirecd

MOTE: If an actual complete date is provided the project status will be set to 'Clozed

Project Title: ITesl EY Project

ATTRIBUTES

Type: Major Select s

Category: Growth j

Size of Work Week: |\Weekly 'I First Day of Work Week: rMJnday j
Budyet: o #HE- Status: IOpen ¥

N0 commas)

Description:

ESTIMATES

Start Date I Caomplete Date I @ mm-dd-yiyy

mim-cld-yyyy

ACTUALS

Start Date
mim-ce-yyyy

B Complete Date I @ mm-cle-yryy

Save I Cancel I
i ]
| pone
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Importance of Task Level Data

WorkLenz EVM computations are derived from data entered at the Task level in
WorkLenz. Most of the entry boxes at the Phase- and Project-level are not used
and can be left blank.

Editing a Phase

Create a new project phase or edit an existing phase. In either case, in the “Edit Phase”
screen you only have to fill out the required items in bold. You can leave the other
items blank. “Save” this screen when you are done.

) woarkLenz - Phase Administration - Mozilla Firefox B =) B CliElEialEbs] e B0 ESEES

Fie Edt View Go Bookmarks Tools Help

~
<:Z| - E - @ ‘n-’,j [ 1 hitp: frworkienz-training. sda. gav AdminfPhase(Phaseddmin, asp2action=editdphasid=12 ¥| | i

Edit Phase
Icaged in as.lohsiehberger

s Phase i )

Reports Personal Support  Logoff

Phase Title: W

Parent Phase Im
Type: IAIEmalive Analysis j
Status: ’m

Percent of m

Project: !
Budget: o ###.. (N0 cCommas; 3]
Milastone Date [ E—"

Description

ESTIMATES

Start Date: D Comp ete Date: Mm-do-yyyy

Mm-go-yyyy

ACTUALS

Start Date: D Complete Date ] m-cd-yyyy

mm-eld-yyyy
Save Cancel I !
W

| Read worklenz-training usda gov N

L«

Adding Multiple Phases or Tasks

It is possible in WorkLenz to quickly add multiple new Phases or Tasks. For more
information, see pages 28 and 33 of the WorkLenz v4.7 Training Guide at
http://www.ocio.usda.gov/cpic/doc/lUSDA_WorkLenz4.7User _Instruction Manual.pdf.

Adding Task-level Schedule and Completion Data

Within a phase, create a new task or edit an existing task. In either case, fill out the
bold items in the Edit Task screen. Then fill in the Actual Start Date, the Actual
Complete Date, and the Percent Complete as is applicable. Leave the “Duration” at
“0:00". (Note: Unlike before, the Percent Complete entered in the task has a significant
impact on the reported schedule-based performance (i.e., SPI)).

You will have to update this screen as the task proceeds until you 1) enter an Actual
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Complete Date, 2) change the Percent Complete to “100%”, or 3) change the Status of
the Task to “Closed”. “Save” this screen when you are done.

| -2-008 4@ |5 s@ad-

WorkLenz ,Ed't Task

tems in Bold are reguired!
MOTE: If an actual complete date is provided the task status will be set to 'Completed

Task ID: 70838
Task Title: [Phase 1 Task 1

Assigned To: |Rehherger‘ John (Generic Role on tearn: BV Tearn) j Assign To Team

ATTRIBUTES

Project Phase: Phase 1 =
Task Type: Wiark Activity =

Billable: Yes |

Priority: 18 Deadline Date B n-stoyyyy
Churnable: Yes

Expected Yes

Labor Cost Category. € DIM/E € 55

[ |
Description:

H

STATUS
Status: Open = Percent Complel@

ESTIMATES

Start Date: [10-01-2004 [ mm-dd-yyyy Complete Date: [12-01-2004 i mm-dd-yyyy Duration: |0:00 Hiia:

ACTUALS
Start Dfe: [10-10-2004 [ Bty Complete Dalm.dd.yyyy Duration:  0:00 hours S8

Save Cancel

Continue to create or edit Phases and Tasks until they are all in WorkLenz. After the
Phases and Tasks are all in WorkLenz and have the relevant schedule data loaded in
with them, you will then have to enter the planned budget and the actual costs for each
of the tasks.

Adding Task-level Budget and Cost Data

Go to one of the tasks that has a budget. Since all of the project costs in this example
will be entered as expenses, click on the Expenses tab in the Task Summary.

To add the budgeted amount for this task, create a new expense. In the Task Expense
screen, enter the task budget by filling out the bold items and adding the “Estimated
Expense Date” and the budgeted “Estimated Amount”. “Save” when done.
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2} WorkLenz - Task View Summary - Microsoft Internet Explorer
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Task Summary

logged in asJohn Rehberger

WorkLenz

+ Phase 1 Task 1

. Risks |ifAction items] 37 Churn | EDmpends

{i % Expenses

‘

ACTIONS: £ Edit Ta v Task [6] Notes [ vCalerdar
Task ID 70833
Task Title: Phase 1 Task 1
Assigned To: Rehberger, John (Generic Role on team: EV Team)
ATTRIBUTES.
Project Phase: Phase 1
Task Type: Work Activity
Billable: Yes
Priority: 1 Deadline:
Churnable: Yes Expected: Yes
Labor Cost ..
Description:
"-é_’]-Done

o

4 workLenz - Task Expense - Microsoft Internet Explorer

JEI|E Edit VWiew Favorites Took Help

| Back + = - @ [A | & GaFavories (3| By S & = O
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=l @eo ||k > | -

Edit Task Expense
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Expense Tile:
Person:
ATTRIBUTES
Type:
Category:
Payment Type:

|Slaﬁ cost
Rehberger, John (Generic Role on team: EY Team)

Other bt

|SS- Persannel j

Other -

“endar:
Location:

Description ‘ =l

=

ESTIMATES
Eslimated Expense Qate. [10-112004 [ o del-yyyy  Estimated Amou $1,174.20 #e(no commas)
ACTUALS

B ety Actual Amount ##E... (o commas)
Mo = Reimbursable Amount ###... (N0 Commas)

Actual Expense Date:

REMBURSEMENT

Reimbursable?

Save Cancel |

Py | W

€l

=l
R YT —

As the project proceeds, you will have to add or update the expenses in the tasks. To
do so, in the Task Expense screen add the “Actual Expense Date” and the “Actual
Amount” as the expenses for this task are incurred. This applies to both external
expenses (e.g., contractors or purchased services) and internal expenses (e.g., FTE

staff costs). “Save” this screen when done.
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WorkLenz Edit Task Expens:

Reports  Personal  Support  Logoff

ftems in Bold are reguired!
MOTE: When selecting expense type of milssge, use your company's multiplier to determing & dollar figure for the amount fisld.

Expense Title: |Slaﬁ cost

Person: Rehberger, John {Generic Role on team: EY Team)
ATTRIBUTES

Type: Im

Category: |SS - Personnel j

Payment Type: Other =
“endar:
Location:

Description =]

H

ESTIMATES

Estimated Expense Date: |10-11-2004 mm-dd-yyyy  Estimated Amaount: $1,174.20 ###... (no commas)

ACTUALS
Actual Expense Date @ medcbyyyy  Actual Amount: ... tno commas)
REIMBLIRSEMENT

Reimbursahle? Mo 'I Reimbursable Amount: #t. (no commas) b

A =l
& [ [ |4 mtemet

Computing the EVM SPI and CPI Indices

To create the Schedule Performance Index (SPI) and Cost Performance Index (CPI)
indices, you have to “baseline” the investment/project.> To do so, go back to the Project
Summary screen and click on the “Admin” button.

3 WorkLenz - Project Summatry - Microsoft Internet Explorer ;lglll
I Fle Edit Wew Favorites Tooks Help |-
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-
WorkLenz ; = y & o
folio_Program P Fhase
Personal  Support  Logoff
st Updated : 10-13-2004 at 1253 PM mine | &l Contents
ACTIONS: @ Uipclate Novy_ pleiiiie ) Delete & tews [¥ show only open work
Lo DepenggfMies & Risk Flotes T2aoa 2005 |+
@ attac Agents | e Phase 3rd Quarter [a1h Quarfer | [1st Quarter=
Prajsct it TestEY Project || (Sl Lo Dacember _[anuary =
Type Major Select
Categary Grioweth
Status Open Phase 2
Estimated Start Date
Actusl Start Date
ﬁ Forecast = Snapzhat Phisg s
Financial | j
l_ ’_ ’_ 0 Internet S

2 A baseline represents the established schedule, budget, and estimated costs associated with a project plan. A
baseline establishes the initial schedule and budget from which earned value metrics are calculated.
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Then click on “Baselines” to create an EV baseline.

3 WorkLenz - Project Administration - Microsoft Internet Explorer ;Iglil

J Fle Edit Wiew Favorites Tools  Help |-
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Inddress |@j http: ffworklenz-training . usda. govfAdminfProject/ProjectAdminMenu, aspx?projid=1858 j @Go |JLinks »|J '@ -

Project Administration . - g
o i hn Rehberge 4 b - W N
i Phase Tazk
Reports Personal Support  Logoff

Task
Person & Security Dependencies
Froject Team Members Project Roles “ou will be unahle to creste some of your tems if any of the following are
. unchecked. Contact your Portfolio Administrator for assistance.
Project Teams
o People v Roles s
Definitions
Team Types v
Strategic Intiatives Brenefits
Aszessmerts Hotitications Responsibilities
- It iz suguested that you creste these tems inthe following order:
Custom Fields & z
1) Project Roles v 21 Project Teams «°
Custom Field Types Cuztom Field Selections .
s 3 Project Members v
Utilities
Task Tite Managemernt Bazelines
Wicrosoft Project Import Micro=ott Prg POITIolo Adninistration
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eas Leave Project Admin
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vy Project Analyst Area

=
] T e

If a baseline does not yet exist, create a “New Baseline”. Click “Continue” to create a
new baseline. A new baseline will be created for this project/investment.

2 WorkLenz - New Baseline - Microsoft Internet Explorer o ] ]

J File Edit WYew Favorites Tools  Help |-
J‘¢'='Back' =5 '@@|ﬁ (G Favorites @‘%-é@g@

Jngdress I@ hiktp: ffwiorklenz-training. usda. govBaseline [Baselineadmin, aspx? action=newalevel=PROJ&id=1858 j (("'>G0 |JLinks 2] I @ o
New Baselin
WorkLenz : ah
srtfolio Program P =
Repoits  Personal  Support  Logoff

You are about to create a new baseline for your item. This will impact the eamed value calculations that are displayed on the

project surnmary screen. Click 'Continue’ if you would like to proceed with establishing a new baseline, or click 'Cancel' to return

to the baseline list page.

métier | work forward
& Done |_|_|_|Q Internet 4

Once the project/investment has been baselined, the SPI and CPI are computed
automatically each night and shown on the Project Summary screen.
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To see how the SPI and CPI are immediately modified when you make task-level
changes, go back to the Project Summary screen and click on the “Update Now” button
on the Project Summary screen to re-calculate the SPI and CPI. The CPI and SPI

figures should change as a result of the re-calculation.
[¢-»-0R |y B s | &) - = x|

3

Project Summary - - :
lo s John Rehberger ‘ w N W N
" Bl Foriolio Frogam 4 Fhase  Task
Reports  Personal Support  Logoff

WorkLenz

ed in

BV

10-13-2004 st 11:47 AM mine | al | contents |
- e 5 FERETm LR
ACTINE @ Update owe § F Edt @ Delete g News ¥ show only apen work
Iy Dependenciph T . 2003 il S il - ffﬁu's -
L uem {[3rd Quarter [ath Quarter : — [ist Quarte—
Project Title <t BV Project | (Br— e T L
Type Major Select
Categary Growth I:EI:I
Status DpeEn | Phase 2
Estimated Start Date
Actual Start Date
ﬁ Forecast @ Snapshot Phases3
| Financial 1
Current Total Estimated Labor Cost $0.00
Actual Labor Cost to Date F0.00
| Projected Labor Cost Remaining F0.00
DWLE - Equipment Expense To Date F0.00
CMIE - Softweare Expense To Date $0.00
DME - Services Expense To Dete F0.00
DMIE - Support Services Expenze T... F0.00
DMEE - Supplies Expense To Date F0.00 S
DMME - Personnel Expense To Date $0.00
DME - Cther - DOD OMLY Expenze T $0.00 -
DME - Intra-Govs Payments Expen.. $0.00 Pl | | E‘%
El.zu;fingl‘rgz;osv:éogmons Exoes: :ggg Clicking on a limeline slot will pupulale_ this box with its detalls. ) \;l
S - Equipment Expense To Date $0.00 :;;gl;:isv:lu;d the minus buttons zoom in and out of finer date detail
gg ) g;?v\;‘;zr;sg::;;e.[?gie :ggg - The target button centers the timeline on loda.v's date. ZI
S5 - Suppott Services Expenze To Date F0.00
35 - Supplies Expense To Date $0.00
S5 - Perzonnel Expenze To Date $1,174.20
S5 - Cther - DOD OMLY Expense To D, F0.00
33 - Intra-Gove Payments Expense T... $0.00
S5 - Intra-Govs Collections Expensze $0.00
Total Expense To Date $1,174.20
Total Labor and Expensze To Date $1,174.20

Eamed Value
Cost Performance Index
Schedule Performance Incesx

Effort | -

Comprehensive EV Report

WorkLenz also provides a more comprehensive EVM report. To access it, click on
“Reports” at the top of the screen.

¥) workLenz - Portfolio Summary - Mozilla Firefox

il 261 I L2 N Y

PSR (o
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-

Portfolio Summary
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WorkLenz

Portfolio
Reports

I ) lLaS‘l Updated : 10-18-2004 at 02:28 PM ) mine | all
ACTIONS: (@ Update Mow S Admin ¥ show only open work
& Hews A risk [0 Mew Program - S
— | I 2008 +
Fortfalia luarter [4th Quarter [1s1 =
1 [Auuat I [Getober [Hovember  [December |Janus —
Office of Chief Information Officer o]
@ ongayTo O Al Data
Financial
4 Current Total Estimated Labor Cost F452,972.10 | | ﬂ
| Transferring data fram worklenz-training, usda. gov. .. v
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Then click on one of the tabs on the top of the pop-up screen. For example, to get a
Project-level EVM report, click on the “Project” tab. Then click on the box next to the
“Performance” menu item until the “OMB-specific Earned Value Report” menu item
shows up. Then click on this menu item.

4 }.http:,.-",.-"wurklenz—training.usda.guv - WorkLenz Report Center for increased focus - USDA - Mozilla

_|O] x|
[Purtrollo Progra hase Task
=- Performance Fleaze zelect & report from the list.
@-;peciﬁc Earned Valm
Project Planning
Scorecard Report
B Custorn USDA
H- Schedule
H- Fesources
B Admin MM
méeétier | work forward
| Dane | <5
Click on the relevant “Program” and “Project” level from the drop-down boxes.
) workLenz Report Center for increased focus - USDA - Mozilla Firefos i |ﬂ[£[

[Portfolio | Prog

=~ Performance

OMB-specific Earned Value Report

-Phasze Performance
-~ Praject Planning
- Scorecard Report
: @~ Custom USDA
§| Schedule
&~ Resources
- Admin

OMB-specific Earned Value Report

This drill-dowwn report displays the earned value analysis for the portfolio, programs, projiects, phases or tasks.
The calculstions displayed in this table mest specific Office of Management and Budget (OWMB) reguirements.

..
P#€Gram | Ofiice of Chief Infarmation Officer \

jgct |Test EY Project

work forward I

iy

— b | il famwiard
el L s
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Then click on the “Work Forward” button to create the comprehensive EVM report that

includes various EV computations (e.g., SPI, CPI, BAC, etc.).

) WorkLenz Report - Project : OMB-specific Earned Yalue Report - Tuesday, October 19, 2004 — Mozilla Firefosn

OMB-specific Earned Value Report
Project Test EV Project

$1637.77
$565 64
$536.43

10

$440.97

i

o

e

10-12-2004 e

Mot Bazelined i
Mrt Raseliner| L=
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Observations
Below are a few key observations about using WorkLenz for EV management:

Task Management and Expenses

e You have to return to the Tasks in WorkLenz to add and modify the schedule,
percent complete, and expense data as the project and tasks proceed.

e Unlike before, if you are going to use the “treat-staff-costs-as-expenses”
approach as described above, the Task-level “Percent Complete” drop-
down list has a significant influence over the reported SPI figures. The
higher the reported percentage completed, the higher the SPI will be.

e Also, if you are going to use the “treat-staff-costs-as-expenses” approach as
described above, avoid putting in staff hour estimates in the Task-level “Duration”
boxes.

CPI Calculation

The task-level expense “Estimated Amount” and “Actual Amount” items have a
significant influence over the reported CPI figure. The closer these items are to being
the same, the closer the CPI will be to 1.0. An Actual Amount that is greater than the
Estimated Amount will cause the CPI to go down.

Change in Expense Methodology

Unlike before, you no longer need to put long-term expenses for a task into
monthly "buckets". The updated methodology assumes that all task-related costs are
spread evenly throughout the life of the task. If you currently have expenses broken out
in these monthly "buckets”, you do not have to change anything. You just will not have
to create these "buckets" anymore in the future.

Updating WorkLenz

OCIO is currently requiring weekly EVM updates for selected major
investments/projects that have significant DME spending. Contact your OCIO/PPMD
CPIC analyst if you are not sure if this section applies to you or not.

11 5/3/2005



